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The objectives of this assignment were the following: 
1. secure from plant employees, supervisors, and leadmen their 
complaints and perceptions about the company, their jobs, and 
employee relations policies. 
2. audit in a general way the employee relations programs, procedures, 
and policies of Advertising Posters, Inc. 
3. recommend changes in Advertising Posters' employee relations 
programs, procedures, and policies so as to insure that the 
company will remain union free and the motivation and morale of 
the employees will be maximized. 
4. determine whether the company should implement the new wage 
schedule and wage payment plan now or can safely wait until the 
Spring for this. 
The following methodology was used to achieve these goals: 
1. All supervisors·, leadmen, and rank and file employees were talked 
to in their native language in small group meetings. We refer to 
these meetings as ventilation sessions. 
2. All employee relations policies were reviewed with top management 
and the Personnel Manager. 
3. All employee complaints and perceptions were discussed with top 
management. 
4. Recommendations regarding improvements in the employee relations 
program were presented to top management in this report. 
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Supervisor Perceptions 
The following are representative of the significant comments, complaints, 
and perceptions which were gleaned from supervisors and leadmen in their 
ventilation sessions: 
1. Company gave across the board raises even though supervisors 
evaluated people. 
2. Employees took the evaluations negatively and still wonder why 
we did the evaluations. 
3. Some employees felt that other employees didn't deserve the same 
raises. 
4. There is no discipline system, no discipline guidelines or work 
rules; a guy walks around, and he is told he can't get a raise. 
5. Are company wage rates union scale rates? 
6. There is inconsistency in the distribution of overtime. 
7. How do we pay a guy who is transferred to a higher rated job? 
8. People from the outside get hired when the janitor needs or wants 
the job. 
9. No one knows what classification they are in. 
10. There has been inconsistency in discipline and application of 
policies in the area of absenteeism. 
11. Supervisors need training. 
12. The biggest problem is the pay. 
13. Why do newer employees start at higher wages than the older ones. 
14. Foremen should tell the people "yes" or "no" when they ask for a 
raise. 
15. Employees are awaiting the outcome of the evaluation project. 
16. Paid sick leave policy needs clarification. Employees don't 
understand it. 

Hispanic Employee Complaints and Perceptions 
The following are representative of the significant comments, complaints, 
and perceptions which were gleaned from the Hispanic employees in their 
ventilation sessions: 
1. No one knows what classification they are in. 
2. There is no consistency in the application of policies. 
3. Many of the guys now on layoff were pro-union. 
4. Foremen don't keep accurate records on who should get overtime. 
5. The Christmas party was great. 
6. Money is the number one problem. 
7. Day employees get overtime; night employees have to ask for it. 
8. A guy started to work on nights, but after a few months he quit. 
Then he is rehired on days, while the guys on nights want to move 
to days. 
9. There is favoritism in the assignment of jobs. 
10. The paid sick leave policy doesn't apply to everybody. 
11. The last raise was too small. 
12. A guy was hired at $5.00 when other guys were making $3.20. 
13. What happened to the evaluation project? 
14. People get annoyed because the washer operator is getting the 
same as the printers. 
15. The sit down strike was caused by the company hiring someone off 
the street for more money than the people inside were getting. 
16. When is the next general increase? Do we have to wait a year? 
17. Twenty cent increase was not enough. 
18. Foremen get bonuses based on our work. 
19. Our foreman is very mean. You wouldn't talk to an animal like 
that. 
20. If he wants respect, he will have to earn it. 
21. I was laid off after 11 months of service and received no 
vacation pay. I think I was laid off so the company would not 
have to pay me my vacation pay. 
22. We can't afford to replace our ruined clothes at the wages we get. 
23. If you ask for a raise you are threatened with termination. 
24. Unions are very good. 
25. The Puerto Rican employees feel the company doesn't pay enough. 
The Mexican employees agree, but are less unhappy about it. 
26. The bus rates and prices of beans and chili are going up, but not 
our wages. 
27. The company prohibits tennis shoes, but that is all we can afford. 
28. Bill Rodriguez tries to sell his religious ideas to his employees. 
29. We don't know what the raise system is. Is it general or merit? 
30. Denny doesn't treat us very well. He has 2 guys doing what 4 used 
to do. 
31. We want more money. 
32. New guys are hired at higher rates than old employees. 
33. The company promised a 50¢ increase, but all we got was 20¢. 
34. Foreman gives overtime to his relative. 
35. Only favorites get overtime. 
36. Foremen and leadmen don't know their jobs. 
37. Leadmen hide and don't take responsibility when they ask 
employees for answers that may be wrong. 
38. Employees get blamed for wrong machine set ups that are done by 
supervisors. 
39. Company promised a 50¢ raise, but only gave us 20¢. 
40. We were asked in a questionnaire what kind of raise we wanted. 
We said 50¢. 
41. We get blamed for bad workmanship that is not our fault. 
42. New guys with less experience get the same pay as older employees. 
43. Bill asks us questions about our religion. 
44. Company makes promises it doesn't keep. 
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Hispanic Employee Complaints and Perceptions 
The following are representative of the significant comments, complaints, 
and perceptions which were gleaned from the Hispanic employees in their 
ventilation sessions: 
1. No one knows what classification they are in. 
2. There is no consistency in the application of policies. 
3. Many of the guys now on layoff were pro-union. 
4. Foremen don't keep accurate records on who should get overtime. 
5. The Christmas party was great. 
6. Money is the number one problem. 
7. Day employees get overtime; night employees have to ask for it. 
8. A guy started to work on nights, but after a few months he quit. 
Then he is rehired on days, while the guys on nights want to move 
to days. 
9. There is favoritism in the assignment of jobs. 
10. The paid sick leave policy doesn't apply to everybody. 
11. The last raise was too small. 
12. A guy was hired at $5.00 when other guys were making $3.20. 
13. What happened to the evaluation project? 
14. People get annoyed because the washer operator is getting the 
same as the printers. 
15. The sit down strike was caused by the company hiring someone off 
the street for more money than the people inside were getting. 
16. When is the next general increase? Do we have to wait a year? 
17. Twenty cent increase was not enough. 
18. Foremen get bonuses based on our work. 
19. Our foreman is very mean. You wouldn't talk to an animal like 
that. 
20. If he wants respect, he will have to earn it. 
21. I was laid off after 11 months of service and received no 
vacation pay . I think I was laid off so the company would not 
45. Bill is not fair. 
46. The vacation policy is not clear. 
47. Foremen object to the fact that employees want to talk to Nellie. 
48. Employees get blamed for mistakes which result from foremen 
decisions. 
49. Guys with seniority should make more money. 
50. If you screw up, you get suspended, but the foremen gave the OK 
to do it that way. 
51. The employees are not happy here. 
52. We should have gloves, masks, and aprons to protect us. 
53. Company makes promises it does not keep. 
54. We were promised 50¢, but only got 20¢. 
55. I got a 2-day suspension. I should have been told the policy 
before I was suspended. 
56. My foremen put pressure on me after I went to Nellie with a 
problem. 
57. I was promised $3.75 to start, but only got $3.50. When I asked 
about it, I was told to wait 30 days. I did, but the general 
increase came in then. When I asked again, I was told that I 
had gotten enough money. 
58. Supervisors need training. 
59. We shouldn't be blamed for foremen's errors. 
60. Communications are poor, and there is favoritism in the factory. 
Gringos and Blacks get more opportunity than Latinos. 
61. Silverio doesn't know how to treat people. 
62. Foremen spend more time watching us than watching our work. 
63. Art held a department meeting in English and told us we should 
learn English. 
64. I feel I was transferred to the graveyard shift for punishment. 
65. I have been here 6 weeks and have not received the 10¢ raise 
promised me. 
66. What is the schedule for raises? 
67. Foremen talk to employees in a harsh way. 
68. Foremen and leadmen on the night shifts are hard to find. 
69. We need a union. 
70. Foremen don't know their jobs, and they use favoritism not merit 
in dealing with employees. 
71. Foremen assign employees to different jobs too often. They complain 
about low productivity, but don't consider the fact that employees 
have been changed from one job to another so often that they don't 
have the required experience and training. 
72. What we need is a union. 
73. Foremen don't know how to solve people problems. Their technique 
is to "kick ass." 
74. Foremen really don't care about quality. They tell you to run a 
job when they know you shouldn't. 
75. We never got raises we were promised. 
76. We don't make enough money. We were promised a bigger raise. 
Non-Hispanic Employee Complaints and Perceptions 
The following are representative of the significant comments, complaints, 
and perceptions which were gleaned from the non-Hispanic employees in their 
ventilation sessions: 
1. What's happening with job evaluation system? 
2. Company should stop hiring supervisors who don't know the operations. 
It should promote from within. 
3. There should be rates for each job classification. 
4. Employees with more service are making as much or less than 
employees with less service. 
5. Company claims poverty, but buys new cars for Ron and John. 
6. Company promised us a 50¢ increase, but only gave us 20¢. 
7. What was the purpose of the evaluation in October? Everyone got 
the same increase. 
8. Who is Dan? 
9. Maybe the reject problem is caused by the "no raise" situation. 
10. Employees are penalized if they ask for raises. 
11. Second shift causes quality problems. They are not trained 
enough. 
12. People are afraid to quit. They can't find other jobs. 
13. Company is not believed. They promise things, but don't follow 
up. Employee meetings are not that good because people who com-
plain are seen to be troublemakers. 
14. Company has some good things: benefits, bonus, Christmas party, 
Nellie, and newsletter. 
15. What happened to the job evaluation system? 
16. There should be more promotion from within. 
17. Supervisors don't know what they are doing. 
18. The 20¢ increase was too small. 
19. What was the purpose of the October employee performance appraisal? 
20. The company hires people from the street at higher wages than cur-
rent employees. 
21. The quality problem is caused by the fact that the people are 
unhappy with their wages. 
22. The company promised a 50¢ raise. 
23. Employees are penalized if they ask for a raise. 
24. Dan doesn't get out on the floor with the people. 
25. The problems are low wages, no transfer procedure, and the 
supervisors are not competent. 
26. Art stuck his neck out when he evaluated the employees in October. 
27. A union would help the people here. 
28. The company puts Mexicans on the machines, so they will get the 
higher wages when the job evaluation system is put in. 
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Recap of Ventilation Connnents 
The ventilation connnents can be broken down into the following major 
categories: 
1. claims of supervisory favoritism and technical and human relations 
incompetence. 
2. claims that management promised a 50¢ raise, but only granted a 
20¢ increase. 
3. some feelings that unionism could help solve the problems. 
4. a feeling that the company should have rules for bidding, shift 
transfer, layoff, and overtime distribution. 
5. questions about the outcome of the job evaluation project and 
uncertainty as to the purpose of the October employee performance 
appraisal. 
6. feelings that management cannot be believed and frustrations 
stemming from the fact that questions and complaints are not 
followed up by supervision. 
7. concerns about the general wage level, how raises are given, and 
the fact that so-called experienced printers were hired at rates 
significantly higher than those paid to printers who had been 
employed by the company for sometime. 
Ventilation Findings and Analysis 
As a result of our ventilation sessions, we found a situation of weak and 
frustrated supervision, employee dissatisfaction with wages and certain 
work rules, and an interest in unionism on the part of several vocal 
employees. We believe it is important that the company address these 
problems quickly. One recommendation for a plan of attack is contained 
in the next section. 
The frustration and poor performance of supervision can be attributed to 
a lack of training, an inability to communicate with Hispanic employees 
in their native language, and an absence of management devices which they 
could use to motivate employees and answer their questions and complaints, 
e.g., a progressive wage payment plan, a guide for disciplinary action and 
work rules regarding shift transfer, job bidding and overtime distribution. 
Most supervisors are doing the best that they can, but since there is little 
employee relations policy to make their decisions consistent in these 
areas, the outcome of their "individually generated, fly by the seat of 
the pants" decision is favoritism, inconsistent discipline and an inabil-
ity to satisfactorily respond to employee questions and complaints about 
wage increases. On the other hand, from the complaints of a number of 
employees, some supervisors appear to be incompetent with respect to 
employee motivation and technical operations questions. 
Employee dissatisfaction can be traced back to their misconstruing of top 
management comments about the potential size of the October '80 wage in-
crease, the long delay in implementing the results of the job evaluation 
project, the above-mentioned inadequacies of supervision, and the absence 
ofemployee relations policies on job bidding, shift transfer, service 
accumulation and overtime distribution. 
It should also be noted that in 1979 and 1980 the company hired a number 
of union oriented employees, some of whom are still on the payroll. These 
individuals were young, male Puerto Ricans with street gang connections. 
The pro-union employees who are still with the company are providing an 
unsettling influence to the work force amd feeding the fires of employee 
dissatisfaction. 
We also found that many of the employee complaints and comments were very 
vehement and that indicates that the current employee communications program 
and grievance procedure are not doing the jobs they were designed to do. 
This is not unusual in that your grievance procedure is a multi-stepped, 
written affair, and Hispanic employees, due to their volatile nature, do 
not feel that such an adjudicatory system gives them answers quickly enough. 
Also, your communications meetings involve some or all of top management 
on a regular basis. Since Hispanics are very deferential to individuals 
in leadership positions, they feel inhibited in expressing complaints at 
these meetings. 
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Recommendations 
We recommend that Advertising Posters implement the actions listed below 
to solve the problems uncovered in the ventilation sessions. If this is 
done, the company will have a highly motivated and efficient work force 
which will have no interest in union organization. 
1. Announce the new wage schedule and wage payment plan as soon 
as possible. 
2. Assign the responsibility of union prevention to one member 
of management and get regular reports from him on his progress 
on this matter. 
3. Provide training to supervisors on the following subjects: 
a. Employee Motivation 
b. Problem Solving and Communications 
c. Discipline and Discharge 
d. Quality Assurance 
e . Spanish Language 
4. Establish employee relations policies on -
5. 
a. Job Bidding 
b. Shift Transfer 
c. Overtime Distribution 
d. Accumulation of Seniority 
e. Requisitioning of Employees to Fill Job Openings 
Let 
and 
for 
a. 
b. 
c. 
d. 
e. 
your current communications meetings, grievance procedure, 
written attitude survey slip out of existence and substitute 
them some or all of the following: 
Employee "speak out program" run by Personnel Manager 
Once-a-year meetings between employees and top management 
Regular plant tour by top management wherein employees at 
random are spoken to about their complaints 
Monthly departmental meetings 
Ventilation sessions every 4 to 6 months 
6. Post announcements clarifying the following policies: 
a. Vacation pay 
b. Sick pay 
c. Work rules on absenteeism, tardiness, etc. 
d. Performance appraisal 
e. Subjects listed in item 4 above 
7. Over the next year to year and a half, soft pedal benefit 
improvements, and place any available monies into raising wage 
rate levels. 
8. Build "cases" on the troublemakers and terminate them over the 
next 6 months or so. 
9. After providing training to all supervisors and the Plant Manager, 
assess them to determine if they are qualified for their jobs. 
Replace those who are found to not have the requirements needed 
to be effective at Advertising Posters. 
10. Build up the personnel function by providing a private office to 
the Personnel Manager, including her in more top management policy 
decision meetings, and utilizing her to run the employee "speak 
out" program. 
11. Use the new wage schedule and wage payment plan to upgrade the 
labor force. Avoid hiring any street gang members. Direct plant 
recruiting efforts at stable individuals with good work records 
and family responsibilities. 
12. Promote from within wherever possible. Train new leadmen and 
supervisors. Provide orientation to all new employees. 
13. Establish an internal productivity improvement function so that 
any increases in wages and benefits can be paid for through 
increased productivity. 
14. Review wage and benefit levels and employee relations policies 
for competitiveness once a year. 
15. Consult with Leonard Scott & Company on employee relations 
problems and with your labor attorney on labor law matters. 
